FOR LEADERS SCALING Al PAST THE PILOT STAGE 01/10

Every Transformation Fails
the Same Way. It's Not the
Technology.

Cloud, Agile, RPA, blockchain — the failure pattern repeats because the
organisation wasn't structured to deliver. Al is following the same arc.
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DISCIPLINE, NOT AMBITION



WHAT DISCIPLINED TRANSFORMATION LOOKS LIKE 02/10

Three structural requirements.

01 Enterprise-level thinking, not siloed initiatives
02 A structured execution cadence with locked scope

O3  Culture treated as structural design, not communications

DISCIPLINE, NOT AMBITION



REQUIREMENT 02 — LOCKED CADENCE 03/10

Day delivery cycles. Locked scope. No
exceptions.

The failure mode isn't a lack of ambition — it's scope creep and
diffused accountability. Ninety days is short enough to maintain
accountability and long enough to produce something real, as long as
no one expands scope when the next quarter starts.
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THE AI-SPECIFIC RISK 04 /10

Problems that compound when Al is
fragmented.

Infrastructure duplication — paying for the same capability twice.
Inconsistent controls — no enterprise view of risk. Regulatory exposure
— invisible until it isn't. None of them show up until governance is
retrofitted, at far greater cost.
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TWO CASES THAT PROVE THE MODEL 05/10

Westpac's CORE programme and the First Abu Dhabi Bank merger
integration look nothing alike on the surface. Both delivered on timeline

because both locked scope at board level — and held it under
pressure.
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ON WHY TRANSFORMATIONS STALL 06 /10

1/ 4

Transformation fails not because the
technology is flawed, but because
organisations suspend discipline in response
to ambition.

Terence Kok
Enterprise Al Strategist
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THE MANDATE FOR Al LEADERSHIP o7 /10

A portfolio of pilots is not a

transformation.

PILOT PORTFOLIO PLATFORM

Repeatable demonstrations Durable, compounding capability
Fragmented, per-team Shared infrastructure, reused
infrastructure

Governance designed upfront
Governance improvised later
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CASE — WESTPAC'S CORE PROGRAMME 08 /10

Cited as a failure. Delivered anyway.

Facing regulatory pressure that demanded fundamental architecture
change across a complex legacy estate, Westpac's CORE programme
Is often cited as a cautionary tale. Less discussed is what it achieved
once discipline was applied: a unified strategy, a 90-day delivery
cadence, and cultural change operationalised through governance
rather than town halls. Scope was locked at board level. It held. The
programme delivered.
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THE SAME PATTERN, FOUR TECHNOLOGY CYCLES 09 /10

Cloud. Agile. RPA. Now Al.

CLOUD AGILE RPA Al

Same arc, higher stakes. The full framework and case studies:
terencekok.com/blog/why-ai-transformation-requires-discipline-not-just-ambition
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FOR LEADERS SCALING Al PAST THE PILOT STAGE 10 /10

Discipline is the scarce resource.

Not more ambition. Not more pilots. The organisations that win this cycle
are the ones building the platform that makes every next deployment
faster, cheaper, and more governable than the last.

@ Terence Kok - Enterprise Al Strategist
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